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The primary intent of this thesis is to discuss the need for manpower
planning within the Georgia Department of Human Resources. The thesis
focuses on manpower planning because of its importance to the efficient
operation of the Department in its attempt to provide a comprehensive array
of health, social, rehabilitative and protective services to the citizens of
Georgia. An attempt has been made to obtain and present factual information
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In the last few decades, state governments have found themselves in
a position of delivering an ever increasing number of services to the
public.^ In order to keep up with the demand for services, state govern¬
ments have had to arm themselves with more sophisticated delivery systems.
The Georgia Department of Human Resources is no exception. As an agency of
state government, the Department, or hereafter referred to as DHR, has begun
to move towards the implementation of more sophisticated delivery systems.
A very recent example of this move is the proposed implementation of the
'Balanced Service System'. This new system is geared towards the re¬
integration of the mentally disabled into the community rather than relying
on the traditional long-term inpatient care approach. The Balanced Service
System is currently being used in the provision of mental health services;
the system provides an organized way to plan services to meet the following
goals:
1) To increase the capacity of natural communities to cope with
mental disabilities.
2) To catalyze the integration of the mentally disabled into the
most natural environment possible.
3) To improve the quality of life for the mentally disabled by
Vrank H. Bailey, "Making The System Work, State Manpower And
Training Needs," Civil Service Journal, (April-June, 1970), 4.
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developing and supporting maximum performance in the roles and
functions of community living, and
4) To make the most cost-effective use of knowledge, human and
material resources in meeting the system's goals.^
If this system is implemented, attention must not only be given to improved
service delivery, but also to the effect the new system will have on man¬
power within the Department. Some degree of planning must be done to
forecast future needs for human resources, for the evaluation of the ade¬
quacy of present manpower supply to meet those needs, and provisions must
be established for the development of strategies for adjustment when demand
exceeds supply. In an article entitled "Making the System Work, State Man¬
power and Training Needs", Frank H. Bailey addresses the need for manpower
planning within state agencies.^ An important point in the article is that
'program' is only a central word in state government, however, 'manpower'
is the key to a viable state government. According to the author, a signifi¬
cant measure of success of state government in the future will be its ability
to attract, recruit, train and maintain competent professional, administrative,
and technical personnel.
Within the context of this study, the term manpower planning means;
"to. forecast future needs for human resources, to evaluate the adequacy of
present manpower supply to meet those needs, and to develop strategies for
^Dr. Donald 6. Miles and John O'Brien, "An Overview of the Balanced
Service System," (unpublished training materials developed at the Georgia
Mental Health Institute, 1977).
O
•'Bailey, "Making the System Work, State Manpower and Training
Needs," p. 4.
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the adjustment of policies when demand exceeds supply."^ in keeping with
this definition, the purpose of this research effort was to assess the im¬
portance that DHR places on manpower planning and to determine the extent
to which it has been utilized as part of their overall planning process.
Statement of the Problem
As a student in the area of Public Administration, a primary concern
has been the need for planning in all phases of both the public and private
sectors. Traditionally, management has utilized the planning process as
little more than a crisis technique.^ This has presented a problem, in that
many agencies have failed to adequately anticipate adverse circumstances
that could have been avoided, had planning been an integral part of the
management process. As indicated earlier, the primary focus of this study
is manpower planning and the extent to which it has been conducted within
DHR.
The question as to the need for manpower planning within the Depart¬
ment of Human Resources draws an affirmative answer in view of the magni¬
tude of services the Department is responsible for providing. The Board of
Human Resources Policy Manual states:
"The Department of Human Resources was created for the purpose of
providing a comprehensive array of Health, Social, Rehabilitative and
Protective Services in order to maintain and enhance the physical, mental
and social well-being of the State of Georgia and all of its citizens."
"To this end the Department is charged with the overall responsibility for
^Winston W. Crouch, Local Government Personnel Administration
(Washington: International City Management Association, 1976), p. 43.
^Ibid., p. 42.
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assuring the availability of, and accessibility to, such services as are
deemed essential to the best interests of the people."®
In order to effectively address the departmental objective, DHR
employs roughly 27,000 people, which constitutes about 50 percent of the
total state employee work-force.^ A question is raised by the researcher,
however, pertaining to the utilization of manpower resources: Has DHR
utilized manpower planning to insure that the utilization of its manpower
resources is both wise and economically feasible?
Methodology
In order to answer the question pertaining to the utilization of
manpower resources, the following methodology has been used:
1) Interviews were held with individuals in the Personnel Office
of DHR.
2) Interviews were held with various individuals within the
Commissioner's Office of DHR.
3) A review of all available literature on manpower planning com¬
piled by DHR in the Planning Offices.
4) As a participant observer within DHR, the intern was able to
gain an extensive understanding of the organizational network
within the Department. The viewpoints obtained during this time
(October, 1976 thru March, 1978) have been incorporated into the
study.
^Office of Evaluation and Research, Georgia Department of Human
Resources, Board of Human Resources Policy Manual," Georgia, 1975, p. 4.
^Derril Gay, private interview held at the office of the Assistant
Commissioner, Department of Human Resources, Atlanta, Georgia,
January, 1978.
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As Stated earlier, this paper will speak to the need for manpower
planning within the Georgia Department of Human Resources. Before manpower
planning is addressed directly, one must provide a statement of the creation
of the Department of Human Resources and its perceived needs and responsi¬
bilities.
The Executive Reorganization Act of 1972 provided the legal authority
for the creation of the Georgia Department of Human Resources. As a part of
state government reorganization. Governor Jinmy Carter recognized the need
to create a single force in government which would efficiently deliver com¬
prehensive programs and services for the physical, mental and social well¬
being of Georgia's citizens.^ In keeping with these objectives, the Depart¬
ment's general responsibilities include the coordination of planning, and
the development and delivery of the following services: Physical and
Mental Health, Vocational Rehabilitation, Public Assistance and Social Ser¬
vices.
The Division of Vocational Rehabilitation operates programs designed
to prepare disabled people, sixteen years or older, for gainful employment
in order that disabled persons might reach their maximum vocational potential
and become contributing members of society. The Division of Family and
Children Services provide money payments to Georgians who qualify for public
income assistance. Related services include the determination of Medicaid
eligibility, the provision for food stamps and referral to work-training
programs. Other services include child welfare programs, the licensing of
^Office of Planning and Budget, Budget Report for the State of
Georgia, 1979, p. 293.
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child-caring and child-placing agencies and court services and detention pro¬
grams for juvenile offenders. Physical Health services provide for the
prevention of disease, the direct treatment of diseased conditions and family
planning. Mental Health services are available to provide programs for the
state's mentally ill and mentally retarded.
It is apparent from the extensive array of services provided, that
the rationale for the establishment of the Department of Human Resources is
a well-founded one. Former Conmissioner, Jim Parham, addressed the need for
a Department of Human Resources in a paper entitled. The Future of the
Georgia Department of Human Resources.^ Basically, the Commissioner de¬
lineates four premises:
1) Basic human needs are intertwined;
2) Balanced development of services is essential;
3) Maximum cooperation and coordination is needed; and
4) Economy and efficiency are more feasible in a consoli¬
dated department.
It is important to understand the various reasons for the establish¬
ment of a Department of Human Resources and its service delivery system before
one addresses the ramifications of its work force. Commissioner Parham ex¬
plains in detail his premises as stated above. The first premise for a
Department of Human Resources is that human needs are extricably intertwined.
This statement alludes to the complexity of the human system. Individuals
do not have a separate and distinct health, social, emotional or intellectual
system. Any serious health difficulty will have social implications. Serious
g
Commissioner T. M. Jim Parham, "The Future of the Georgia
Department of Human Resources," (unpublished position paper, 1974), p. i.
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emotional anxiety or mental deviation has social and physical health impli¬
cations. Any problem: mental retardation, mental illness, drug abuse,
juvenile delinquency, abused children, economic dependency, etc. requires a
multi-dimensional service.
Balanced development of services is essential if human needs are multi¬
dimensional. Commissioner Parham states, "the history of human services
abounds with severe 'pendulum swings' of public interest and development."
Programs that are popular at the moment receive support and other more funda¬
mental services go begging. A consolidated human services agency is more
likely to give attention to balanced and rational development of multi¬
dimensional services.
The third premise builds on the first two. The awareness that human
problems are multi-dimensional, and require a balanced array of helping
specialities, must be supported by efforts to assure that available resources
are focused on individuals in a coordinated way. The objective is to assure
complementary assistance between special resources while, at the same time,
eliminating unnecessary duplication.
The final premise is that the demand for economical and efficient use
of scarce resources is more likely to be accomplished in a large, consoli¬
dated agency. This premise provides a basis for the main concern of this
paper. Commissioner Parham states; "since all programs require basic adminis¬
trative supports, such as personnel and fiscal accounting, budgeting,
auditing, purchasing, printing, etc. it is reasonable to assume that such
services can be organized to support several programs at a smaller cost per
unit." "Economies of scale and innovative attempts to improve efficiency
8
across program boundaries are more likely in a consolidated department.
There are two additional propositions that go hand in hand with the
premises as given:
1) Agencies serving larger populations will tend to have more
employees; and
2) Agencies with more employees will be more likely to have a more
hiarchial communications structure, and more specialization of
agent assignment to service activities.^^
There is no question as to the size of the population that DHR serves; all
of the people of the State of Georgia are the recipients of the benefits of
DHR services. As indicated earlier, DHR employs 27,000 people statewide in
order to facilitate efficient service delivery; this makes the Department
the largest employer of state government personnel. In terms of the Depart¬
ment's communication structure, one need only to analyze the current organi¬
zational chart. The chart shows that DHR is composed of five (5) Divisions,
these are:
1) The Division of Physical Health;
2) The Division of Mental Health and Mental Retardation;
3) The Division of Family & Children Services;
4) The Division of Youth Services; and the
5) Division of Vocational Rehabilitation.
^^Ibid., p. 7.
^^Gordon P. Whitaker, "Human Resources Administration, Size and
Effectiveness in the Delivery of Human Services" (paper presented at the
1976 ASPA National Conference, Washington, D. C.), p. 49.
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Aside from these Divisions, there are various Offices, Boards and
Programs
In December of 1974, the Office of Planning and Budget conducted a
review and analysis of the Department's organizational structureJ^ This
review involved 246 persons from all levels of the Department, including the
field offices. The findings of the review indicated a need for manpower
planning.
A close analysis of the review emphasized several beneficial results,
if manpower planning were implemented; among these were:
- Identification of gaps and overlaps in services;
- Integration of services through the co-location of facilities,
increased caseworker awareness of complimentary services and the
systematic referral of clients to those services;
- Integration of planning and budgeting for all human services;
- Funding of combined programs through Federal grants; and
- Combined administration of Medicaid and other benefits payments
programs.
The report does not ignore the existing problems within DHR, however,
it states them rather explicitly. The major organizational problem, according
to the report, "appears to be the lack of clearly defined organizational




Office of Planning and Budget, Executive Department, "Short
Review of the Department of Human Resources," Georgia, 1974. (Mimeographed.)
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relationship of the State Office's Divisions, the Area Network Directors
(no longer in existence) and the local units responsible for service
delivery." Related problems are the frequency of organizational changes and
the alienation of many Departmental employees which resulted from the manner
in which many of these changes were made- Other organizational problems are:
- Different geographic boundaries for various programs;
- Excessive layers of management at the field level;
- Inadequate state control over District Health Officers; and
- Understaffing of County Departments of Family and Children
Services.
The review goes on to bring out another major problem in the Depart¬
ment, that being, inadequate administrative services. It is perhaps here
that efforts towards manpower planning would have been of the greatest help.
Some examples of what the report terms inadequate services are:
- Excessively slow processing of personnel transactions;
- Slow payment of bills and employee travel reimbursements;
- Inadequate financial record-keeping and management information;
- Excessively complicated procedures; and
- Outdated and inadequate manual and automated systems.
Since the review was written, efforts towards alleviating the problems
as stated have been a priority concern of the Department. The review makes
several recommendations; those that are important to this study are:^^
The Department should:




2) Minimize the frequency of organizational change. Where future
changes are necessary, they should be carefully planned for and
publicized in advance; and
3) Reduce at least one level of management in the field organiza¬
tion of the Department.
It seems that manpower planning, if done during the initial stages of
development of DHR, would have diminished the possibility of problems arising.
Studies conducted would have highlighted future needs as addressed in the
recommendations. The findings of the review, along with the complexity of
service delivery systems as practiced by the Department, provide a substantial
foundation for establishing the need for manpower planning within the Depart¬
ment. The stage is now set to address the existing developments in that
area and thereby further construct the case for manpower planning.
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CHAPTER TWO
THE CASE FOR MANPOWER PLANNING
"Some degree of planning must be done to forecast future needs for
human resources; mechanisms should be developed and implemented that would
facilitate the evaluation of the adequacy of present manpower supply to
meet those future needs, and provisions should be established for the
development of strategies for adjustment when demand exceeds supply, this
is the task of manpower planning."15
The statement above may seem logical and simple, however, the over¬
riding concern in many service-oriented organizations is just that, "service
oriented." In an article entitled, "Unified Approach Needed to Combat
Persisting Manpower Problems", the author addresses this preoccupation with
service delivery.Although the focus is geared towards the health care
industry, the concerns raised can be applied to the Department of Human
Resources as well, especially if one considers the types of services pro¬
vided. The article brings out the fact that the health care industry has
become the largest industry in the United States and employs more than three
million people. In addition, the general populace is expecting more and
more from the health industry. This situation necessitates increased moni¬
toring of health manpower systems. The author points out that health care
is an individualized service; there is no logical way to separate service
15
Crouch, Local Government Personnel Administration, p. 43.
^^Robert S. Hammond, "Unified Approach Needed to Combat Persisting
Manpower Problems," Journal of the American Hospital Association, Vol. 51
(April 1. 1977), 85.
13
from the people who provide it. Therefore, as the demand for service in¬
creases, the demand for more people to provide it also increases.
This statement by the author parallels the first premise mentioned
earlier in the paper. Former Commissioner Parham felt that basic human
needs were intertwined. In other words, any serious health difficulty will
have social implications as well. This establishes an interchange between
health care services and social services. Again, this speaks for a multi¬
dimensional service orientation; but, on the other side of that, is the need
for competent professional, administrative and technical personnel.
The concern for efficient service delivery has not been the only
obstacle to manpower planning within DHR. The Director of Personnel Services
for the Department made the following comments:
"For the first two or three years after governmental reorganization,
the administrative support units in the Department were struggling for
survival, and the chief concerns were primarily production oriented. For
example, simply producing pay checks presented serious problems since none
of the administrative support data processing systems were compatible.
Approximately two years ago after many months of hard work, we were suc¬
cessful in moving all of the personnel and payroll activities over to a single
data processing support system which began to simplify many of our operational
requirements. However, since the individual personnel data bases (employee
and position) which were mass loaded at the time of the actual system's imple¬
mentation were not one hundred percent verified, much of the management in¬
formation currently produced by the system is not reliable. As a result we
now have a requirement to perfect those data bases so that future management
information will be reflective of DHR's true employment condition."17
There is no question that a state agency of this size should involve
itself with manpower planning, and it is our intent to seriously address




Another obstacle, according to Dr. Donald G. Miles, Superintendent of
the Georgia Mental Health Institute, seems to be the uncertainty of State
and Federal funding. Dr. Miles states,
"It will be difficult to obtain administrative commitment to manpower
planning because of the unpredictability of State and Federal funding and
their sudden mandates for change. Most DHR managers have a wariness of
investing a great deal of time and attention to manpower planning in view of
the considerable probabilities that any such plans will be oviated by future
unknown events."
Dr. Miles goes on to say,
"A manpower plan obviously requires a program plan. As you know,
DHR is still working on its statement of mission, goals and objectives.
Specific comments and plans on manpower would have to follow and support
the philosophy and program directions of the Department.9
It appears then that concerns centering around:
1) The provision of efficient and effective services; 2) production;
and 3) State and Federal funding, have negated any urgent concern with man¬
power planning within the Department. As a student in the area of Public
Administration, a primary concern has been the need for planning in all
phases of both the public and private sectors. Traditionally, managers have
utilized the planning process as little more than a crisis technique. This
has caused problems in that many agencies have failed to adequately antici¬
pate adverse circumstances that could have been avoided, provided planning
was an integral part of the managerial process. The important point here is
that planning is not an end-all in itself, rather, it facilitates antici¬
pation of probable future circumstances based on past and present information.
Concerns about State and Federal funding, service delivery and production can
all be addressed by a manpower plan. A very recent example of this point is
^^See Appendix C.
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the position of Federal liaison for DHR. This newly created position pro¬
vides the Department with a person to address concerns centering around
Federal funding. Certainly Federal funding for a Department as large as DHR
is crucial, a manpower plan could have provided the basis for anticipating
the need for such an important position.
The Board of Human Resources Policy Manual states,
"Planning shall be performed on a long and short-range basis, speci¬
fying how the Department shall work toward meeting its objectives. Plans
shall be based on studies of the future requirements of the State and all
other pertinent information. They shall include alternate courses of action
and shall specify the resources, time-frame, and consequences of alterna¬
tives. Long-range plans shall be tied into short-range plans and reflected
in annual work programs and operating budgets. Progress shall be coordinated
with related program plans in other agencies."20
The statement should also mention manpower planning as a Departmental ob¬
jective.
Authors Harold Koontz and Cyril O’Donnell specify 'planning' as one
PI
of several important managerial functions.^' It is granted that planning
takes place within DHR, but, when one has reservations as to the quality
of services provided, steps should not only be taken to improve service
delivery, but also to insure maximization of human resources. The cor¬
relation here is that if you do not have quality personnel, you may not be
able to provide quality services.
The concerns mentioned earlier pertaining to production. State and
^Ooffice of Evaluation and Research, Georgia Department of Human
Resources, "Board of Human Resources Policy Manual," Georgia, 1975, p. 43.
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Harold Koontz and Cyril O'Donnell, Management: A Systems and
Contingency Analysis of Managerial Functions (New York: McGraw Hill Book
Company, 1976), p. 129.
16
Federal funding and the provision of effective services, were not the first
indications of a need for manpower planning within DHR. A review of news¬
paper articles reveals that issues relating to personnel matters have been
widespread. News Staff Writer Don Holt of the Atlanta Constitution charac¬
terized the Department as being an "unwieldly bureaucracy.Governor Busbee
expressed a desire to improve organizational efficiency; he attempted to do
this by removing "an excess layer of administration."^^ Governor Busbee re¬
organized DHR in 1975 by eliminating the Area Network System and implementing
District Coordination. The Area Network System provided a director to super¬
vise all Departmental programs within a specific geographic area. The system
had received considerable criticism from Legislators and program directors
within DHR who felt their ability to deliver services on the local level would
be inhibited. According to sources within DHR, the elimination of the twenty-
three Area Networks reduced top lever personnel from 108 positions to 74.
If a study had been conducted before the Area Network System was imple¬
mented, it is possible that problems pertaining to the effect the System would
have had on the local level in terms of providing services, could have been
avoided or at least anticipated. A manpower study reflecting on such areas as
job classifications and the perceived need in terms of personnel might have cut
down on unnecessary costs and positions. The problem concerning the Area
Network System did not result in a reduction of services, which has always
been the over-riding concern in planning efforts; but, according to Speaker of
^^Editorial, "DHR Revamp Set By Busbee," Atlanta Journal, May 9, 1975.
^^Editorial, "DHR To Do The Busbee Shuffle-Step," Atlanta Journal,
May 10, 1975, p. lOA.
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the House Tom Murphy, it saved $500,000 in personnel costs.24
In 1977, Commissioner W. Douglas Skelton saw a need to eliminate
District Coordination and replace the system with District Councils.
District Coordination had also been characterized as another layer of adminis¬
tration. The District Council system facilitated the development and imple¬
mentation of an integrated and coordinated Human Resources Program in the
state. Currently, there are 10 DHR District Councils.This most recent
effort towards reorganization is the third in a chain of attempts to develop
the most efficient method of providing services. Each change, however, has
affected the present personnel supply by causing a reduction in staff.
Earlier in the paper, reference was made to the implementation of
more sophisticated service delivery systems. The proposed 'Balanced Service
System' was given as an example. This system would allow for the de¬
institutionalization of services and provide for a coranunity approach towards
service delivery. The system is currently being used in the area of mental
health, but efforts towards department-wide implementation are becoming more
pronounced. What effect will this system have on the present and future man¬
power resources of DHR? At this point in time, this question has not been
addressed. Certainly, a manpower study is called for before such an extensive
revamping of the present service delivery system is undertaken.
In order to explore this point more closely. Dr. Donald G. Miles,
Superintendent for the Georgia Mental Health Institute, provided his comments
on the effect of the Balanced Service System on manpower resources within DHR.
24




"The adoption of the Balanced Service System as a conceptual frame¬
work, if followed in at least its broad content, will have some impact on
manpower needs which might be predicted somewhat as follows:
a. An emphasis on the natural environment will increase the utili¬
zation of volunteers. Areas in which volunteers can profitably
be assigned, the types of training needed, and appropriate
supervision will impact numbers and distribution of paid staff.
b. Emphasis on the natural environment will mean that private
agencies, churches, civic groups, families, and friendship net¬
works will become more important in delivering services. This
will mean either that more people will be served or that fewer
staff will be needed, or both.
c. Manpower planning must include provision for the development of
a case expediter function in which the use of natural environ¬
ment support networks can be brokered, coordinated, and moni¬
tored, i.e., the case management function.
d. Implementation of the BSS will probably require the development
of a career ladder and a specialized job class for case managers.
Experience in the mental health field suggests that up to 50%
of the staffing pattern may eventually emerge as case managers
as the system rebalances.
As indicated by the comments of Dr. Miles, the Balanced Service System
will definitely affect manpower resources within DHR. Again, however, the
over-riding concern is and has been, the efficiency of service delivery.
Concerns for manpower will come only as an afterthought, when in reality, man¬
power planning should be totally integrated into the overall planning process.
The purpose of this paper was to assess the need for manpower planning
within DHR. Mention has been made of the rationality behind the creation of
the Department's focusing on an integrated service delivery system. From that
point the discussion has followed a path that has allowed for the analysis of




a concern by the Department for improved service delivery systems, modalities
of production and the uncertainty of State and Federal funding.
The concerns mentioned have all received more attention within the
Department than have concerns about manpower planning. Representatives from
the Department, including the Director of Personnel Services, have all sup¬
ported the researcher's assumption, that there is a need for manpower
planning within D.HR and that at this point in time, that need has not been
addressed. Perhaps the most important and supportive evidence for manpower
planning was that contained in the Departmental Review conducted by the
Governor's Office of Planning and Budget. Problems pertaining to organi¬
zational structure were highlighted and recommendations offered for their
solution.
Efforts toward manpower planning can be facilitated once the need is
recognized. The areas covered so far have increased the Department's awareness
of a problem that has long been in existence, and sheer recognition of the
need to do something about insuring efficient utilization of human resources
is a major step in the right direction. It is, however, only one step in a
succession of many.
Recommendations have been included by the researcher to provide the
Department with suggested courses of action for further addressing the need
for manpower planning. These recommendations will be discussed in order to
provide some insights into their perceived feasibility for DHR.
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CHAPTER THREE
AN ANALYSIS OF PROPOSED RECOMMENDATIONS
There are two courses of action the Department can take which would
further address the need for manpower planning within DHR; they are:
1. That DHR pursue an extensive manpower planning study in order to
ascertain the status of their current utilization of human resources in terms
of feasibility and possible improvements; and
2. That manpower planning become incorporated into the ongoing
managerial functions of the Department.
In order to analyze the two recommendations in terms of applicability
within the Department, an interview was conducted with Dr. Charles Brodie of
the Division of Mental Health and Mental Retardation. Dr. Brodie holds the
title of Manpower Coordinator for the Division and has some definite ideas
in the area of manpower planning. When asked to define manpower planning.
Dr. Brodie stated that manpower planning involves the application of the pro¬
cess of planning to the area of manpower. Planning involves determining
where you want to get to, where you are now, steps to get from one to the
other, and prioritization and sequencing relative to other plans. Dr. Brodie
goes further to say that manpower speaks to obtaining, developing, deploying
and utilizing human competencies.
Although Dr. Brodie is Manpower Coordinator for the Division of
Mental Health and Mental Retardation, he admits that manpower planning, as a
part of service planning, has been rudimentary. When asked if manpower planning
21
was needed within DHR Dr. Brodie stated:
"The question is whether the payoffs from doing manpower planning in
a systematic, informed, coordinated fashion are sufficient to offset the
costs. I am more confident of a payoff from attention to the Department's
internal manpower processes."27
Dr. Brodie's comments surely support the assumption that there is a
need for manpower planning within DHR. However, it is very hard to prove
that a need exists, more specifically, it is hard to convince someone that
they need something that never existed.
In analyzing the recommendations as stated, it may be more realistic
to talk in terms of establishing a major unit within DHR to handle manpower
planning as opposed to a single manpower planner. In earlier discussions
of organizational structure within DHR, it was apparent that the magnitude
of services provided were in a sense, overwhelming. It is highly improbable
that one manpower planner could handle the task effectively.
If the Department agreed to conduct a manpower planning study, there
are certain basics that should be addressed, keeping in mind that the focus
of the study would be to assess the current levels of manpower utilization
within DHR. The next section provides a workable structure from which to
begin.
27
Dr. Charles Brodie, private interview held at the Department of
Human Resources, Atlanta, Georgia, February, 1978.
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CHAPTER FOUR
DEVELOPING A MANPOWER SYSTEM FOR HUMAN SERVICE DELIVERY
If one were to conduct a 'manpower study', especially in a human ser¬
vice organization such as the Department of Human Resources, the final out¬
come would probably amount to the development of a manpower system. The
primary resource within the manpower system of a human service organization
is the human work force and the manpower management system. The term 'manpower
system' simply refers to the mechanism used to carry out the manpower plan.
The manpower system continues to function after the manpower plan is imple¬
mented; and, ensures efficient utilization of human resources within the
organization by providing continuous information on the status of personnel.
The purpose of the management system and the work force is to provide ser¬
vices; of course, these services are provided within the constraints of fis¬
cal and physical resources. An important component of the manpower system is
the ability to assess or evaluate performance, if this is not done it would be
hard to determine one's degree of success. The following diagram illustrates
the manpower system of human service delivery.
System of Human Service Delivery
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For clarity and understanding, an analysis of the Manpower Management
System is provided. The management system can be divided into several com¬
ponents, the overall objective is for management to maximize the use of man¬
power to attain program performance. The necessary components are:
1. Supervision: Motivating, guiding and evaluating the activi¬
ties of the work force toward accomplishing the objectives.
2. Deployment and Allocation: Distribution of tasks among employees,
to match the tasks with the appropriate talents.
3. Staff Development: Enlarging the abilities of the existing work
force.
4. Recruitment and Hiring: Adding new members to the work force.
The following diagram illustrates the above:
System for Human Service Delivery
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As stated earlier, the purpose of the Manpower System or Manpower
Plan, is to facilitate the maximization of human resources and thereby
insure program performance. The proposed objective for the Department of
Human Resources is the same, however, it can only be achieved after an
assessment is made of the current degree of manpower utilization. Pro¬
jections can be made as to future needs based upon data compiled through
the operation of the Manpower System.
The following diagram illustrates in a detailed manner those areas
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It is imperative to mention that manpower planning on a level as
proposed here, cannot take place without some means of financial assistance.
It is incumbent on the federal government to provide states with the necessary
mechanisms to carry out such planning efforts. Currently, State Manpower
Development Grants are available from the National Institute of Mental Health;
certainly other resources can be tapped by states in order to address such
concerns as manpower planning. The catch, however, is that state governments
must commit themselves to addressing needs in the area of human service
delivery more enthusiastically. In keeping with this commitment, states must
follow-up by insuring that quality personnel are recruited and hired for the
efficient perpetuation of organizational functioning.










SUBJECT: Your Research Proposal on Manpower Planning
Karen, this is to follow up on our conversation last week in which we
discussed manpower planning in the Department of Human Resources. As
you are aware, the Department of Human Resources was created by the
Governmental Reorganization Act on July 1, 1972. For the first two or
three years after governmental reorganization, the administrative
support units in the Department were struggling for survival, and the
chief concerns were primarily production oriented. For example, simply
producing pay checks presented serious problems since none of the
administrative support data processing systems were compatible.
Approximately two years ago after many months of hard v/ork, we were
successful in moving all of the personnel and payroll activities over
to a single data processing support system which began to simplify many
of our operational requirements. However, since the individual personnel
data bases (employee and position) which were mass loaded at the time of
the actual system's implementation were not one hundred per cent verified,
much of the management information currently produced by the system is not
reliable. As a result we now have a requirement to perfect those data
bases so that future management information will be reflective of DHR's
true employment condition.
We have begun preliminary discussions regarding manpov/er planning. There
is no question that a State agency of this size should involve itself
with fhanpower planning, and it is our intent to seriously address those
requirements during the next 12 to 18 months. However, it is my opinion
that we will not truly be in the manpower planning business in any sort of
meaningful way for a period of two years. If you need any further
information with regard to this matter, please let me know.
Douglas Sketfon, M.DCommi ss»oner
old G. Miles, Ed*0.» Superintendeof'
vin 1. Hcrz, M,D», Medicol Director
Gt.'orgia Mental Health Institute












BSS and Manpower Planning
Your research proposal on manpower planning is v/ell written and interesting.
You raise a number of Important points,'and I should think that the results
of your study will be helpful and informative to the Department. I am
glad to provide you with the following perspective on the questions you
raise, although I must say that manpower planning is not an area in which
1 claim any particular expertise.
I will arrange my thoughts numerically but not in either logical or priority
order, as follows:
(1) A manpower plan obviously requires a program plan. As you know, DHR
is still working on its statement of mission, goals, and objectives.
Specific comments and plans on manpower would have to follow and
support the philosophy and program directions of the Department.
(2) It will be difficult to obtain administrative commitment to manpower
planning because of the unpredictability of state and federal funding
and their sudden mandates for change. Most DHR managers have a
wariness of investing a great deal of time and attention to manpower
planning in view of the considerable probabilities that any such
plans will be obviated by future unknown events.
(3) The adoption of the Balanced Service System as a conceptual framev/ork,
if followed in at least its broad content, v#ill have some impact on
manpower need which might be predicted somewhat as follows:
a. An emphasis on the natural environment will increase the
utilization of volunteers. Areas in which volunteers can
profitably be assigned, the types of training needed, and
appropriate supervision will impact numbers and distribution
of paid staff.
••AN EQUAL OPPORTUNITY EMPLOYER*’
To: 30 2Karen L. Billingslea
Administrative Intern
Assistant to the Commissioner's 'iFfice
b. Emphasis on the natural environment will mean that private
agencies, churches, civic groups, families, and friendship
networks will become more important in delivering services.
This will mean either that more people will be served or that
fewer staff will be needed, or both.
c. Manpower planning must include provision for the development
of a case expediter function in which the use of natural environ¬
ment support networks can be brokered, coordinated, and monitored,
i.e., the case management function.
d. In assessing citizen need for services, it should be remembered
that incidence of service need will not predict requirement for
governmental Intervention. Natural helping networks, if properly
case managed, will assume a significant portion of the service
load without direct intervention by DHR agency. The extent of
this service impact is yet to be determined by an implemented BSS.
(k) Implementation of the BSS will probably necessitate curriculum changes
in the professional schools in the major human service areas. Skills
In planning and operating service systems depending in part upon
natural helpers and natural occurring social networks are available**
but generally not taught in most graduate schools.
(5) Implementation of a BSS will probably crystallize the essential
ingredients of core disciplines. In order to be useful as a social
worker, for example, the specific skills and functions of a social
worker will need to be identified and sharpened. Generalists mas¬
querading as discipline specialists will probably be exposed.
(6) Implementation of the BSS will probably require the development
of a career ladder and a specialized job class for case managers.
Experience in the mental health field suggests that up to 50% of
the staffing pattern may eventually emerge as case managers as the
system rebalances.
I hope that some of these thoughts are useful to you. Please let me know
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